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•* <■- " ' N0V 9 1954' 

Comptroller 



At the request of the Deputy Comptroller a project wee undertaken by the 
Management Staff to provide a syetem for measurement of tbo work of tho 
Finance Division aa n aid in manpower utilisation, supervision , opera- 
tion, and budget development . 

2. FACTS EEAEIKQ 01 TBb PBDBLiMt 

For the purposes of this project , the only pertinent fact la that prac- 
tically all of the work of the Division involves the handling of papers 
or forma and la susceptible to measurement to some degree. 


3. B35Cf®SIOIU 

a. General. A work measurement ay stem involves the identification of work 
vSRmT* procedure for counting them, amd a report of the time spent do- 
ing the work. The objective of such a aystem la tha eatabliahment of 
standards for each unit in terms of man hours per unit. In work measure 
meat there is a point beyond which the effort involved in relating time 
to work units is not worth the value received and therefore there is un- 
measured time. However, while this unmeasured time cannot reasonably 
he related to specific work unite, it can be classified and totalled as 
♦.4— spent on supervision, filing, typing, etc., and such information 
will have a definite value. 


A system i# in operatiem in the Finance Division and in one area has been 
in effect for 8 months. A oepy of the Finance Division Operating Procedure 
(FDOIf 7-1), installing this system is enclosed as Tab A. 


b* Soepe. The work measurement syste m has been Installed in the Operations 
andLlaisen Branch (except for the Payroll and 

fys vol Bran c h , Accounts Branch, Industrial Con tract Audit Branch, *a»d 

not yet included under 

the it impossible to use a 
work measurement system to establish s tan dards » For security reasons it 
was decided at the beginning of the project that any like system for the 
Nmmtaiy Branch or the Proprietary Accounts Branch would be installed 

so Il ylsien personnel. 

CCS0»5*ff 
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c. wort Units. Attached as Tab B Is a discussion of th* work units ostab- 
HSE3 TPor" each organisational element. 

d. gttwssurcd Time. Hie unmeasured tins consists of tbs tins of «ployees 
spent ' on 'iapsrrision , clerical support, filing, preparing dispatches, 
ate. ?afe C Indicates the various types of unmeasured tins reported by 
each element of the Division. 

s. Reports. When the project was started, each element of the Division was 
preparing weekly reports sad to the extent possible the wort Measurement 
ays ten provides for th# use of this dais. In order to systematically 
eoapils wort measurement data, the following fonts war© designed and 
placed in uses 

Foana Prepared jy Submitted To 

Daily Wort Record (#33-97) Section Branch* 

Monthly Work Hsasursment Summary (I33-97A) Branch Division 

•Pom 33-97, whan prepared by is submitted to the 

Assistant Chief of the Division. 

Sample copies of these ferns ars ettaohsd under Tab D. 

f. Standards Attaehsd as Tab E is a statement of tentative standards ea- 
Ug^aSai for Finance Division work units. These tentative standards in 
many sasss vers sat on the basis of vary short periods and should bo fre- 
quently re-evaluated until store couplets information is available, 'Nor- 
mally now standards will bs established twice a year, in January and July. 

1 . Sac of tho System . Obviously, experience with the system over a reason- 

is required in order to derive the full benefit 
offered by sound standards for the various wort units. U measured tine 
mat bs related to stoasured tine 30 that ewsatually a pattern will 
emerge that will indicate the ratio of manured tins to unmssured tine. 
Whan a stable ratio of noasured tine to unmeasured time la developed, 
it will bs possible to make a raliable estimate of the total manpower 
required for a known Finance Division workload. 

h. COSC US I OSS: 

«. A sufficient portion of the Finance Division manpower, lift*, is subject 
to direct measurement to justify the work involved in maintaining the 
system. This percentage applies to that portion of Finance livision 
manpower falling within tho scope of the system (see 3b above). 

b. Hie system should be followed far at least s full year before standards 
are considered to be firm. 
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5. KaCOWffiKDATIO«i 

«• It is recoraended that the system as installed ixt Finance Division he 
approved. 

b. It is recommended that the system be installed in the Monetary and Pro- 
prietary Accounts Branches as soon as possible. 

e. J^| reeoamended that the aysten be installed in 25X1 A 

■■of the C&L Branch aa soon as the backlog is reduced sufficiently 
to permit a normal operation. 

d. It is recommended that the system be installed in the Fiscal Division 
since that Division has an operation even mere readily susceptible tc 
work measurement than is the Finance Division operation. {Subject to 
prior commitments, the Management Staff twill undertake to assist with 
this project.) 


ATTACmUTSi 
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Tab A - Work Reaver enent Operating Procedure 

Tab B - Work Units 

Tab C - Unmeasured fine 

Tab l - Work Measurement Forms 

Tab £ - Work Unit Standards 


actios m inmim autboriti* 
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SUBJECT i Work Measurement System 

/ 

I. PURPOSE 


)P61 
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“1 16 August 195>U 


The purpose of this procedure is to prescribe the method of operating 
and reporting the Finance Division work measurement system. 

II. GENERAL 


A. All time in all branches of the Division, except the Proprietary 
and Monetary Branches, will be accounted for on the Daily Work 
Record (Form No* 33-97) . A count of work units will be raain- 

Tfr relation to all measured time. The Monthly Report Form 
(Form No. 33-9?A) will be compiled by each Branch from the daily 
record forms and submitted to the Division Chief. 

B. Measured tin® is time related directly to established work units. 
Unmeasured time is time being accounted for but for which there 
are no work units. 

HI. MILT WORK RECORD 

A. The maintenance of Daily Work Records will be the responsibility 
of each Section Chief and will be on a monthly basis. One copy 
only will be made* 

\ ' 

Bo The organizational element, period covered, and column headings 
will be entered on the first of each month. The manhours (to the 
nearest quarter of an hour) and work units will be entered daily. 
Work unit nibses should be indicated in the columns for all 
measured time. The two blank columns may be used for additional 
measured or unmeasured time as needed. Totals and estimates of 
work units on hand should be entered after completion of the sheet. 
The estimate should be made effective following the completion 
of the month B s work. 

C. The unmeasured time column is to include all unmeasured time not 
specifically covered in another column. The Leave column should 
Include all types of leave. The Overtime column should include 
all overtime. Overtime will aslo be included under the other 
columns as appropriate. 

D. This completed form wil l ba submitted to the Branch Chief (Deputy 
Division Chief for the HHHfji 


C 0 N P I D B H T I A L 
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FINANCE DIVISION OPERATING PROCEDURE #7-1 16 August 195U 

/ 

SUBJECT: Work Measurement System 


I. PURPOSE 

The purpose of this procedure is to prescribe the method of operating 

and reporting the Finance Division work measurement system. 

II. GENERAL 

A. All time in all brandies of the Division, except the Proprietary 
and Monetary Branches, will be accounted for on the Daily Work 
Record (Form No. 33-97). A count of work units will be main- 
tained in relation to all measured time. The Monthly Report Form 
(Form No. 33-97A) will be compiled by each Branch from the daily 
record forms and submitted to the Division Chief. 

B. Measured time is time related directly to established w> rk units. 
Unmeasured time is time being accounted for but for which there 
are no work units. 

HI. DAILY WORK RECORD 

A. The maintenance of Daily Work Records will be the responsibility 
of each Section Chief and will be on a monthly basis. One copy 
only will be made. 

\ 

Bo The organizational element, period covered, and column headings 
will be entered on the first of each month. The manhours (to the 
nearest quarter of an hour) and work units will be entered daily. 
Work unit n&^rtes should be indicated in the columns for all 
measured time. The two blank columns may be used for additional 
measured or unmeasured time as needed. Totals and estimates of 
work units on hand should be entered after completion of the sheet. 
The estimate should be made effective following the completion 
of the month's work. 

C* The unmeasured time column is to include all unmeasured time not 
specifically covered in another column. The Leave column should 
Include all types of leave. The Overtime column should include 
all overtime. Overtime will aslo be included under the other 
columns as appropriate. 

D. This completed form wil^b^su^^ted to the Branch Chief (Deputy 
Division Chief for the 


! 
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S. The monthly rate for each work unit will be computed In the Branch 
Office. The method will be to divide the total manhours by the 
total work units carried to the closest thousandth (three decimal 
places). This figure will be noted and circled in red just above 
the monthly totals at the bottom of the sheet. For Staff A^ent 
and staff employee payroll unite, totals will be for four weak 
period*. 

IV. SETTING STANDARD HATES 


A. Standard rates will be established twice yearly. They will be 
based on the previous twelve monthly rates (July through June and 
January through December). 

B. These monthly rates will be listed in descending order with the 
lowest (best) at the top and highest at the bottom. The standard 
rate for the following six months will be the point for which one 
quarter of the values appear above and three quarters of the values 
appear below. Extremely erratic values for monthly rates may be 
Ignored. Except where values are Ignored, the standard rate will 
be the mid-point between the third and fourth monthly rate from the 
top (best). 

V. M0NTHU WORK MEASUREMENT SUMMARZ 


A. The monthly work measurement summary will be th^reanonsibn 
each Branch Chief (Deputy Division Chief forHHHHH|| 
form will be completed and submitted to the ff^lsio^Chie^b 
tenth of the month following the month covered by the 


,lty of 
The 
by the 
report. 


B. The top section of the form is for measured time and the bottom 
section for unmeasured time. 


C. Completion of the top section will be made as follows* 

1. The names of all branch work units will be listed In the 
first column. 

2. The reporting period will be one month in all cases except 
for the staff employee and staff agent work units. Their 
period is four weeks. 

3. The value of the actual work units completed for that period 
is taken from the appropriate Dally Work Record. 

U. The standard manhours per work unit Is determined as indicated 
in Paragraph IV, above. This value is the standard rate. 

5o The standard manhours are determined by multiplying the actual 
work units by the standard from the fourth column. This value 
should be taken to the nearest hour. 
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6» The actual manhours are taken from the Daily Work Record. This 
figure should be recorded on the monthly sheet to the nearest 
hour. 

7. The Pei' cent Performance, to the nearest oer cent, is determined 
by dividing the standard manhours by the actual manhours. 

8 0 The estimated work units on hand at the and of the reporting 

period are taken from the bottom line on the Daily Work Record. 

9o The change from the previous month is an indication, plu« (/} 
or minus (-), and amount that the value in the eighth column 
varies from the same column one month before. 

10« The manhours, to the nearest hour, required to complete the 
work units on hand are obtained by multiplying the estimated 
number of work units from the eighth column by the standard 
rate from the fourth column. 

D. Completion of the bottom section will be made as follows s 

1. The names of all sections and the branch office are listed under 
the organizational sub-element column. 

2. The reporting period will be one month in all cases. 

3. The headings for the blank columns will be completed from the 
Branch Daily Work Record forms. All columns will be filled in 
from the unmeasured totals from these forms. All values will 
be to the nearest hour. 

U. The bottom line will show totals for all unmeasured time* 

E. The Monthly Work Measurement Sumrcaiy form should be typed in two 

copies for the Division Chief, one copy for the Branch Chief, and 

one copy for each Section concerned. 

VI. ANALYSIS 


The summary sheets for each month should be analyzed carefully by each 
supervisor. This analysis should cover paforraance In relation to past 
and proposed workload, staffing, backlog, overtime, improved methods, 
and budget changes. 
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Finance M vision Slmaeesured Time 


1. jperatdoca and Liaison Branch - B nmeesurue time in this Branch is clawed 
as certifying ' officer “¥£»®V clerical time, or general mmeasurec time. 

The Office ©f the Chief of the French records ell of its time as super- 
visory, clerical, or general unmeasured. 


2. Payroll and Traral Branch - only time not directly 

c<wffioc¥cdi"»i th' IB'e payrolling operation la classed aa unmeasured. There 
is no breakdown of this time and it is carried as general unmeasured tin e. 


25X1 A ^^^^^^^^^recoros four specific types of unmeasured time as follows: 
HK^penl^^mused tickets, time spent preparing dispatches, time 
spent filing, and clerical time. All other unmeasured time is carried 
as general unmeasured time. 


The Office of the Chief of the Branch records all of its time as super- 
visory, clerical, or funeral unmeasured. 

3 . Accounts Branch - The records specific unmeasured time 

as" wipardLao'iy, ©oimw^SSHK^^^^artng monthly reports, or property 
reconciliations. Other unmeasured time is carried as general unmeasured 
time. 

The records specific unmeasured time as fil- 

ing time, analysis time, or the preparation of statements. There is also 
soma general unmeasured time. 

The records all unmeasured time as either 
analysis time or general unmeasured time* 


Th© Office of the Chief of the Branch record® all of its time as either 
clerical or supervisory . 

2). Industrial Contract Audit Branch - The 

classes' \smaasWed "line 1 as ei^^^rt^ ^^^^^^^rresponcKmc^^^e or 
general unmeasured time. breaks unmeasured time 

into report time, travel tfSI^PIfllWfflWWHlon time, or general un- 
measured time. The immediate Office of the Chief of the Branch has no 
work units and all of Its tires is classed as clerical, field audit typing, 
supervisory, or general unmeasured time. 


5. HHH|H All unmeasured time is classed as filing, preparing 

aSteSiunro^fecorda Center, locating material, re-routing and carrying 
mail, or general unmeasured. 
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6* Office oftbe Chief, Finance 11 vision - All tine is classed as Super- 
visory, clerical, or general unmeasured. 

7. U measured tine for the division as a whole falls into the following 
categories: 


Certifying Officer Tine 

Clerical fine 

Supervision 

Tine so Caused Tickets 

Dispatch Preparation 

Filing 

Consultation Tine 
Report Preparation 
Property Reconciliation 


Analysis Tine 
Preparation of Statements 
Travel Tins 

Review k Revision Tine 
Preparation of Records Center 
Material 

Locating Material 
Re-routing and Carrying Mail 
General Unneasured 


- 2 - 
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Tentative Standard* 


Branch 


Percent 

Standard Performance 
Work Onlt (HH p er Wg ) (Sept. 


Opera. & Li sis. 
Opera, k. Lisle. 
Opera, & Liala. 
Opera. & Liala. 
Opera. & Liala. 
Pay. & Trav. 
Pay. & Trav. 
Pay. & Trav. 
Pay. k Trav. 
Accounts 
Accounts 
Accounts 
Accounta 
Accounts 
Accounts 
Accounta 
Accounts 
Accounts 
Accounts 
Accounts 


Accounta 
Accounts 
Ind. Contr. And. 
Ind. Contr. And* 
lad. Contr. And. 


Ind. Con' 
Registry 
Registry 
Registry 
Registry 
Registry 
Registry 
Registry 
Registry! 



Standards baaed 


Transaction (WR) 

Transaction (S.E) 

Transaction (PS) 

Transaction (WE) 

Transaction (MSA) 

Transf er of Accounta (T/a) 

Advances and Clearances 

Transaction 

Employees Payrolled 

Voucher Items 

|faehins Entries 

Station Items 

Transfer of Accounta (T/a) 

Payable Documents Established 

Obligations 

Payable Document® Liquidated 

Clearances 

Inquiries 

Adjustments (Aee'ta. Roc.) 
Report Items 

Adjustments (Rep. & Anal.) 

Hecond nations 

Transaction 

Field Audits 

Field System Survey 

Office Reviews 

Cables In 

Cables Cut 

Dispatches In 

Dispatches Out 

Hail In 

Mail Out 

Contracts In 

Top Secret Cut 


on records for one month only. 


.025 

87 

.02? 

77 

.052 

68 

.055 

71 

.112 

8? 

.189 

1*0 

.167 

85 

.038 

111 

.785 

90 

.033 

9k 

.01*5 

93 

.200 

51 

.300 

32 

.0}k 

56 

.080 

92 

.120 

57 

.130 

90 

.Ik 7 

62 

.1*00 

63 

.100 

92 

.050 

86 

3.750 

120 

.012 

81* 

85.000* 

98 

33.000* 

100 

21.000* 

100 

.093 

88 

.086 

63 

.05U 

127 

.051 

9 k 

.028 

67 

.01*5 

107 

.079 

126 

.175 

135 
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^ SECkt f ' IP ’"' Tab E 


Tentative Standards 


Pay. 

*ay. 


Branch 

Opera, k Lists. 
Opera. ft Lists. 
Opera. % Lists, 
opera. * Lists. 
Opera. ft Lists, 
ray. ft Tras. 

:§■ Tra*. 
ft Trav. 

’’ay. ft Trsa. 
Accounts 
Accounts 
Accounts 
Accounts 
Accounts 
Accounts 
Accounts 
Accounts 
Accounts 
Accounts 
Accounts 
Accounts 
Accounts 
End. Contr. Aud. 
lad. Contr. Aud. 
lad. Contr. Aud. 
Ind. Con 
Registry 
Registry 
Registry 
Registry 
Registry 
Registry 
Registry 
Registry 



V-ork 0 nit 

Transaction (wp) 

Transaction (BE) 

Transaction (F£) 

Transaction (MI) 

Transaction (ffA) 

Transfer of Accounts (T/a) 

Advances and Clearances 

Transaction 

Employees Fey rolled 

Voucher Items 

Machine Entries 

Station Items 

Transfer of Accounts (f/A) 

Parable Focuwants Established 

Obligations 

Psyabla Locum ents Liquidated 

Clearances 

Inquiries 

Adjustments (Acc* ts. Ree.) 
Report Items 

Adjustments (Rep. & Anal.) 

Recond nations 

Transaction 

Field Audits 

Field System Survey 

Office Reviews 

Cables In 

Cables Cut 

Ilapa tubes In 

lispatches "jut 

Fail In 

?tail Out 

Contracts In 

Top Secret Cut 


andard 

per WJ) 

Percent 

Performance 
(Sept. •$$ 

.025 

87 

.05$ 

77 

.052 

66 

.055 

71 

.112 

87 

.189 

1*0 

.16? 

85 

.038 

111 

.785 

90 

.033 

9k 

.oU5 

93 

.200 

51 

.300 

32 

.Q5U 

56 

.060 

92 

.120 

5? 

.130 

90 

.lit? 

62 

.1*00 

63 

.100 

92 

.050 

86 

3.750 

120 

.012 

81* 

35.000- 

98 

33.000* 

100 

21.000* 

100 

.093 

66 

.086 

83 

.Q51t 

12? 

.051 

fit 

.026 

67 

.01*5 

107 

• 0?9 

126 

.175 

135 


Standards based on records for one month only. 
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NO CHANGE in Class'. JQ 

DECLASSIFIED 17March lS>*>li 

Class. CHANGED TO: TS S C 

Asst. Management Officer, r.r/A Area DDA Memo » 4 A P r 77 

Auth: PDA REG. 77/1765 

Date: 'Ll _£*4=s3^_ By: 

Report on Work Measurement Ltucfy in the Finance Division for the 
Month Ending 17 March 1$$U. 
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1. This report is submitted to inform you of the past month’s 
activities in the Finance Division. It is a supplement to our re- 
port on the above subject dated February 17 , 19 $ h. 




Due tc the very erratic results obtained in the 
| °-f Payroll and Travel Branch we have institut!ecl a more 
aetai led system for measuring the section's production. The 
original method takes very little time to operate and is therefore 
still in operation as a backstop in the event this second plan also 
produces poor results. The newer method uses three separate work 
units and Introduces the factor of unmeasured time. The main work 
unit is the individual transaction ©n the different types of vouchers. 
The use of this unit will automatically weight the vouchers so that 
more equitable credit way be given for vouchers audited. The ad- 
vances and clearances processed are being considered together for 
a second work unit, the document. The third work unit is the in- 
dividual ’’Transfer of Funds or Accounts” processed. This new method 
is in Its second week of operation and preliminary results should 
be available by 1 April. 

3 • the Payroll and Travel Branch is 

now in its third month of operation. The plan ie operating smoothly 
and results at the end of the current month should present enough 
statistical information by which to develop a tentative standard. 


!:• A slight change has been made in recording information for 
the five audit sections of the Operations and Liaison Branch. The 
unmeasured time is now divided into three parts as follows: audi- 
tor’s unmeasured time, certifying officer's time, and clerical 
time. The recording of measurable time has remained unchanged^^^ 

made in recording information from the^j^jH 
jmHHHHHH The ^ r * nch * s now in its second month of work 
measurement and while the results are somewhat erratic the opera- 
tion of the plan is very smooth. 


5. Work measurement in the Industrial Audit Branch has been 
instituted on a trial basis. In cooperation with the Branch Chief, 
the following work units were chosen: line items audited per day 
with manhours spent for that purpose, reports and correspondence 
manhours, and an unmeasured category to cover such miscellaneous 
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duties as conference time, advisory time, etc. First results should 
be available by ?h March. 

25X1 A 

6* adopted several procedural changes 

which should aid their operation. They are now in the fourth week 
of a work measurement plan, to star^, a very detailed breakdown 
of work units was made using ten separate units with the idea of 
combining comparable units In the near future. These units are: 

Incoming TS documents. Outgoing; TS documents. Incoming Cables, Out- 
going Cables, Incoming Dispatches, outgoing Dispatches, Incoming 
Contracts, Outgoing Contracts* Incoming Routine Mail, and Outgoing. 

Routine Mail. By next month several of these units will be com- 
bined and within several months information should be available with 
which to set standards. 

7. Enclosed Is a temporary form with blank headings which hrs 
been used during the past two months for collecting daily statistics. 

At the present time we are taking off the monthly information from 
these blank forms but we intend to develop an additional form for 
the reporting of monthly totals and averages, then the monthly re- 
port is developed, the enclosed blank form will be used within the 
reporting element for the purpose of collecting t.be information to 
be reported monthly. 

It will probably be possible to replace tie enclosed blank 
form with a form that has at least some printed column headings. 


25X1 A9a 

Enclosure 

Temporary Form 
KIS/WMjee (17 March 195 U) 
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